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Abstract 
This document is a business plan framework for a web start up in the advertising 
space. The venture is based on exploiting a new way to bring those with a venue to rent 
and those looking for a venue for a function, a wedding for instance, together in a much 
more effective way than previously possible.  The entity, called VenueMenu, is currently 
in the research stage. 
This project investigates the product concept and conducts an industry analysis. It 
further looks at key competitors and identifies three areas of comparative advantage on 
which to compete. Discourse then moves on to a market analysis where we refine our 
target market to include two groups, users and venue owners. The paper then provides 
guidance with regard to the recommended strategy to win in our selected markets. 
In the next sections, we investigate financial aspects such as sources of revenue, 
cost structure, breakeven analysis, and funding, and provide an operations plan. We 
follow this up with a discussion of the risk and assumptions and close with a summary of 
the more salient points and some conclusions gained through analysis. 
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Executive Summary 
VenueMenu is a professionally developed comprehensive online directory where 
users can connect with venues by searching detailed, up-to-date criteria that includes the 
venue‟s current availability information. Unlike existing web directory services that have 
incomplete listings and no availability data, we provide a convenient way for users to 
search for venues based on accurate availability information.  VenueMenu delivers 
benefits to two different groups, i.e. venue owners and venue users. While wedding 
reception venues get a return on their advertising spend while reducing their 
administrative overhead, users get access to complete availability information in an easy-
to-use format. VenueMenu is currently an early stage start-up looking for funding. 
The wedding industry in North America is a $71.8 billion (Bridal Association of 
America, 2009). As is the case in other markets, customers are continuing to migrate to 
online research as a part of their purchase decision.  This trend is gathering momentum 
and as consumers become busier, the convenience of booking a venue online becomes 
even more attractive for our potential users. 
Our analysis shows that competition is fierce in this advertising market. There are 
many advertising vectors available including wedding specific magazines, wedding 
specific web sites, wedding fairs & shows, and click-through ads on search engines. Most 
competitors are small, independently hosted sites, with membership subscription models 
ranging from free to $1000 per year with an appropriately scaled level of support and 
features.  VenueMenu will price its service in line with the rest of the competitors, but 
offer greater value. 
Research indicates that there are at least 250,000 (WeddingWire Inc., 2011) 
wedding reception venues in North America, many of which already have a web site and 
may also be listed in online directories.  Online directories to assist couples locate 
wedding products and services exist, however they are usually very incomplete and of 
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poor quality. The wedding venue market has not yet effectively converted to electronic 
directories and none of the existing competitors in the wedding venue space currently 
hold significant market share. A fragmented market could potentially coalesce around a 
solution like VenueMenu.   
For VenueMenu to be successful, it needs to provide value to both a user segment 
and a venue segment. The important things for the users are the inclusion of as many 
venues as possible and the availability information of the venues so that the users can 
easily choose which venue is right for them.  The Venue owners are hotels, wineries, golf 
courses, or destination restaurant venues in the US and Canada that rent their facilities for 
weddings and want to see a better return on investment on their advertising dollars while 
reducing administrative overhead. VenueMenu will have to leverage its advantages in 
“availability”, “comparability”, and “completeness” by targeting markets that value the 
ability to search on availability information and compare that information for as many 
venues as possible. 
Using Vancouver as the test market, this concept will be tested and refined such 
that in the future the model can be repeated at low cost in additional cities.  The expected 
launch for this city is at the end of Q2 2011. As revenue increases, the sales team will 
scale up to tackle other cities. 
Financial analysis indicates that we will incur losses in the first and second year 
before turning to positive cash flow in the third year. Founder and angel financing will 
initially fund the venture. 
 There are risks associated with any product launch, and VenueMenu is no 
exception. There is immense competition in the marketplace from many advertisers, 
several wedding centric web sites that could move into this market with minimal effort, 
and an unproven business plan that depends on changing the way users behave in terms 
of finding a venue. 
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1: Introduction 
On a flight back from his wedding in Cancun Mexico, one of the founders of the 
VenueMenu was pondering the decision to have a destination wedding instead of a 
wedding at home. There was some regret at not having most of the family present, but 
this was offset by the complete lack of stress that a small destination wedding provided. 
In this case, a destination wedding was chosen to avoid the hassle that comes with the 
highly stressful job of planning and executing a modern wedding. Specifically, the 
founder was thinking about solving the primary pain point that he and his wife had 
avoided by having a destination wedding; easily finding a wedding venue that met all of 
their diverse needs. In the end, they did not want to deal with the stress of selecting a 
venue, which resulted in some venue somewhere missing a revenue opportunity. As the 
flight landed at Vancouver international airport, it was clear to the founder that an 
opportunity existed to streamline the process of connecting venues to their customers. 
Thus, a company was born to bring together those looking for a venue, with those who 
own a venue. 
This paper presents a business plan for the VenueMenu company. We start with 
an introduction to the concept, discuss the industry, market, strategy, economics, 
operations, and close with an analysis of the most prominent risks to the business.  
1.1 Opportunity Statement  
Thorough investigation has shown that while many web sites have either general 
venue listings or wedding specific venue listings, the industry is very fragmented and 
none had a mechanism that makes it easy for customers to determine which venue is right 
for them. 
Additional research has led to financial projections that show that in the most 
likely scenario a business could be established that generates approximately $1.5 million 
in revenue per year at an EBITDA of nearly 60%. 
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1.2 Business Concept and Product  
This web-based service is for wedding reception venues that are looking for a 
return on their advertising spend while reducing their administrative overhead. 
VenueMenu is a professionally developed comprehensive online directory where 
customers can connect with venues by searching detailed, up-to-date criteria that include 
the venue‟s current availability information. Unlike existing web directory services that 
have incomplete listings and no availability data, we provide a convenient way for 
wedding couples to search for venues based on accurate availability information. 
Benefits accrue to two different groups, those with facilities for rent and those 
looking for a venue for a wedding event. The problem most people face in finding a 
venue is that you cannot set your wedding date until you find a venue, and to find a venue 
you need a date. The process then is to call many potential venues and simultaneously 
determine if they meet the requirements of the wedding in terms of capacity, seating 
layout, food, and drinks, along with the dates the venue has availability. As the wedding 
couple checks around for pricing and compares that with the other venues that have 
current open availability, they narrow down the venue choices and pick one that suits 
their needs. Then they set the date according to the venue‟s availability. 
The value proposition for the venue owners is different. Their challenge is to get 
the word out that they have a venue for rent when it is available. Currently they advertise 
via traditional print and digital media purchasing based on advertising contract length, 
regardless of whether they have availability or not. This leads to both wasted advertising 
spend and administrative overhead in terms of fielding enquiries for popular dates that 
are already booked. In fact, the more advertising they do the bigger headache they create 
as they need to field more calls for the same unavailable dates. VenueMenu aims to 
address this problem by providing up to date availability information so venue owners 
can target their advertising to prospective couples looking for venues on the day still 
available instead of at all times. Through leveraging the data-rich and interactive medium 
of the internet, VenueMenu will provide targeted, relevant information to users in an 
easy-to-use format. 
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1.3 Competitive Advantage  
There are currently many online directories and advertising options available 
which is indicative of a fragmented marketplace that could potentially coalesce around 
the right solution.  Once that happens, producer lock-in effects kick in and it becomes 
undesirable for venues to utilize more than one service because it is difficult to keep 
many services up to date with current advertising and contact information. Following the 
same logic, once a beachhead is established and the venue is using the service, it becomes 
nearly impossible to keep calendaring information in sync across multiple services. For 
this reason, once VenueMenu is chosen and integrated into the venues business 
processes, the switching costs become significant in terms of the time commitment 
required of the venue to switch services. It then follows that a significant competitive 
advantage is gained by being first mover, creating a barrier to entry through customer 
lock in for other directories attempting to move into the availability feature area. 
1.4 Description of the Target Market  
Our target market consists of venues with facilities available to rent for wedding 
reception events, and users who will come to visit our web site to find a venue.  We 
briefly describe each segment here.  
Within the venue segment, for the purposes of segment size estimation, 
VenueMenu considers hotels, wineries, golf courses, and destination restaurants as 
primary target market segments. Based on research (see section 3.2 for details), it is 
estimated that approximately 126,000 venues within the target segments exist in the US 
and Canada that could be potential customers of VenueMenu. 
The users segment consists of couples who have self-selected themselves into our 
correct market segment as a result of deciding to get married. The users are engaged 
couples searching for wedding venues on the internet based on a number of criteria. 
1.5 Essence of Marketing Approach  
To win in this market we need to target two groups, the venues and their 
customers. We will win over the venues initially with a direct sales approach to signing 
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up venues over the phone to the service. To create value for the venues there must be 
traffic coming to the site; the more traffic the greater the value created for the venues and 
VenueMenu.  For the most part social media campaigns will be used to create buzz along 
with limited conventional print and digital media. 
The service launch will include 3 months of free usage after which time the 
vendor is asked to sign on as paid member. The pricing is set at $39.99 per month and 
reflects a price point slightly below what paid membership on existing directory 
advertising sites cost; in effect, they get more value than they are receiving now for 
similar or less money. 
1.6 Technology and Operational Issues  
As VenueMenu is an online information content provider, management forecasts 
extremely low operating costs, which in part are facilitated by very low technology costs 
because of service hosting on Amazon‟s EC2 IaaS (infrastructure as a service) offering. 
We estimate that the company will meet its five-year revenue growth projections while 
keeping hosting costs for the offering under $1000 per month. 
The website mock-up has been created and is ready to be developed. The 
company will outsource the creation of the web site to a qualified third party developer. 
Initial quotations from several developers indicate that development estimates for the first 
version of the site are in the 45-day duration range. With that in mind, we expect the first 
version of the site to be operational within 60 days of receiving funding. 
1.7 Financial Highlights  
VenueMenu management projects that the business will reach $1.5 million in 
revenues and $881,000 in net income by the fifth year of operation.  Revenue is derived 
from two sources: a premium subscription fee revenue and advertising. Additional details 
can be found in the financial section of this paper. 
1.8 Current Status and Development Plan 
The schedule to take VenueMenu to market is outlined in the table below:   
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Table 1: Go to market timeline 
 
Highlights: 
 Financing – it is expected that expansion financing will be secured by the 
end of Q1 2011 
 Beta development – development of the existing Beta product into a final 
product will take one quarter. This phase includes development and testing 
and will be complete by the end of Q2 2011.   
 Launch – the product launch will take place at the beginning of Q3 2011   
 Operational expansion – two sales staff will be hired prior to the product 
launch in order to enter the market. Additional sales staff will be hired into 
the organization annually to facilitate aggressive growth and the ongoing 
development of the market. Additional support staff such as web support 
will be hired as needed.      
 
With our overview completed, we now move on to section two to discuss the “Industry.” 
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2: The Industry 
2.1 Background 
Forrester estimates that $1,115 billion (Forrester Research Inc., 2009) worth of 
retail sales in 2009 were influenced by research done online and only about 17% of that 
number actually converted to a sale online. Customers are increasingly researching 
purchases via the Internet before buying offline, a fact that bricks and mortar businesses 
are becoming more aware of.   
The wedding industry in North America is a $71.8 billion (Bridal Association of 
America, 2009) business annually with an additional indirect market of $81.3 billion per 
year. As is the case in other markets, customers are continuing to migrate to online 
research as a part of their purchase decision. For example, according to statistics 
published by the Bridal Association of America, some 55% of people research wedding 
dresses online before making a purchase. 
According to surveys undertaken by Google (Google Inc., 2008) on consumer 
buyer behavior and the Internet, 56% of consumers utilize the web to gather information 
in order to purchase in person, or to actually make a purchase online. This trend is 
gathering momentum and as consumers become busier the convenience of shopping 
online becomes even more attractive. Over 80% of survey respondents state that the 
convenience of a central information source is their main motivation.    
There are at least 250,000 (WeddingWire Inc., 2011) wedding reception venues in 
North America (golf courses, hotels, destination restaurants, wineries, parks, boats, bars, 
etc). Usually the owner‟s primary goal is to increase revenue from their venue by 
maximizing the amount of time it is rented while also driving additional revenues through 
value added services such as catering, photography, decorating, etc. Many venues already 
have a web site and may also be listed in online directories.  
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 Online directories to aid buyer decision-making exist in many markets. Online 
directories to assist couples locate wedding products and services exist, however they are 
usually very incomplete and of poor quality. The wedding venue market has not yet 
effectively converted to electronic directories. The ones that have suffer from incomplete 
or incorrect data, and low user uptake due to a wide variety of undifferentiated 
competitors in the market. None of the existing competitors in the wedding venue space 
currently hold significant market share; the market is extremely fragmented. 
2.2 What business are we in? 
While VenueMenu provides an online directory service for its customers, it is 
selling venues a mechanism to increase the revenue to their facility. Much like the yellow 
pages online service, VenueMenu lists everyone, but makes its money through upselling 
to a premium product level that has the added benefit of reducing the scheduling 
overhead for the venue. In general, VenueMenu is in the advertising industry, and more 
specifically in the wedding advertising subset. 
 
2.3 Industry analysis 
Michael Porter established a framework for communicating and analysing the 
amount of competition and potential level of profitability of an industry, and thus its level 
of attractiveness to potential entrants. This framework is called Porters‟ five forces and 
views the profitability of an industry through five different dimensions of competition. 
These dimensions are: 
 Bargaining power of suppliers 
 Bargaining power of buyers 
 Threat of new entry 
 Threat of substitution 
 Rivalry among existing competitors 
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This paper will use Porters framework to help analyse the competitive 
environment through the lens of each of the five forces. A completed analysis is shown in 
Figure 1 below. 
Figure 1: Porters Five Forces Analysis 
 
 
In the sections that follow, each of these five competitive forces is analysed. 
Following the five forces discourse, a competitive analysis is conducted to help refine the 
company‟s strategy. 
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2.3.1 Bargaining power of suppliers 
In this context, suppliers are those that supply inputs to the firm. It is important to 
consider the bargaining power of suppliers because if they have too much power they can 
drive up the price of inputs, which in turn drives down profitability. A market with many 
suppliers is of course more desirable than a market with few suppliers because it  
provides the firm with opportunity to switch easily between input suppliers should a 
particular supplier start acting opportunistically.   
In the case of VenueMenu, the inputs are venues, employees, hosting services, 
and outsourced development.  Venues are suppliers because they comprise the primary 
input of the business; the venue listing. Without this input there can be no directory from 
which to upsell. Employees are suppliers because, without the staff our direct sales model 
cannot be undertaken and we will be unable to convert free listings into premium paid 
listing. Hosting services, in the form of Amazon‟s EC2 infrastructure service is an input 
because our web site must run on a technology platform to be accessible to both the 
venues and the users; Amazon supplies this platform. Finally, the software development 
consultant that creates the web site is considered a supplier because they are supplying 
the actual web site code. 
A process is defined as a series of steps or procedures, with one or more inputs, 
that create some amount of value as its output. The suppliers above comprise all of the 
product specific inputs needed to deliver the value outlined in this paper to the customers 
and users. 
In terms of the bargaining power of the employees, this is low because they are 
not organized in any type of collective such as a union. Further to this, since VenueMenu 
is a sales driven organization (the firm is not competing for staff in the lucrative high tech 
market) it has a greater advantage as it is hiring from a larger non-competitive entry level 
sales pool of potential job candidates. In fact, with the significant shift to both 
outsourcing and offshoring, most companies have an advantage as a result of the many 
options they have available to them with regard to labour inputs. 
With the proliferation of “cloud” computing options available in the marketplace 
at this time, there are many options for web hosting for firms of virtually any size. 
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Options range from Microsoft‟s Azure service which is a platform as a service (PaaS), to 
Rackspace which is considered infrastructure as a service (IaaS), to Amazon‟s EC2, to 
myriad small web hosting providers. While these examples highlight one vendor in each 
vertical, there are many choices available in each of the segments represented by these 
examples, each with their own differentiated (albeit minor) offering. Since the needs of 
VenueMenu are generic, most of the vendors available could easily host the VenueMenu 
web site. As a result of this overwhelming amount of choice, this service is approaching 
commodity status and therefore cannot exercise supplier power. 
The final supplier in this discussion is the outsourced developer. In the Vancouver 
market there are literally thousands of individuals and companies that could be contracted 
to perform this work. Because of the selection of development shops available, there is 
little ability for this supplier to obtain an initial advantageous bargaining position with the 
firm provided an open standard or Microsoft based development platform is chosen. 
There is opportunity for this entity to behave opportunistically once a contract is signed 
and development begins but the risk can be mitigated via several strategies discussed in 
the Risks section of this document. 
In summary, for the reasons stated above, the bargaining power of suppliers is 
low. 
2.3.2 Bargaining power of buyers 
In this context, buyers are those that purchase goods or services from the firm. It 
is important to consider the bargaining power of buyers because if they have too much 
buying power firms will need to compete more fiercely for this business which drives 
down prices, and therefore profitability. According to Grant, (Grant, 2007, p. 78) “The 
strength of buying power that firms face from their customers depends on two sets of 
factors; buyers‟ price sensitivity and relative bargaining power”. Since revenue will be 
derived from two distinct groups, advertisers and vendor owners, both must be looked at 
in turn to understand sensitivity to price and their relative bargaining power. 
Advertisers: this group places adds on the site, uses a combination of click-
through and targeted ads, and is not formally organized. Where click through ads are the 
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case, buyer price sensitivity is expected to be high as a result of the commoditized nature 
of the click through add industry in contrast with the localized focus of the VenueMenu. 
The volume simply will not be as high as a targeted search engine so the perceived value 
will be reduced. With targeted ads the price sensitivity of the buyer is expected to be 
medium as the transaction is less of a commodity based buy, and more of a community 
purchase in a local market. That is to say, they are less price sensitive because there are 
fewer options in the local community to specifically target those looking for a specific 
type of venue and they therefore have less bargaining power. Both types of advertisers 
then are fairly price sensitive due to the many different opportunities they have to spend 
their ad budgets among products that are undifferentiated from an ad perspective. Finally, 
both groups of advertisers have low switching costs if they want to change where their 
advertising budget is spent. 
Vendor owners: this group uses the site to advertise their venue and track 
availability. This group is not organized and therefore has no collective leverage with 
sellers. The $39.95 monthly fee for the VenueMenu service is tiny in comparison to the 
revenue gained by renting out their venue for a single engagement like a wedding. Since 
it is such a small proportion relative to the total cost of running their business, the vendor 
owners are insensitive to this cost (Grant, 2007) . Another factor that influences price 
sensitivity is product differentiation. Since there are very few products or services 
available in the marketplace that have the availability feature the buyer will be less 
willing to change to another supplier on the basis of price. In terms of bargaining power, 
these buyers are unorganized, lack a suitable product alternative in the marketplace, and 
have no ability to vertically integrate and create the product themselves. Therefore, for 
this group, the bargaining power of the vendor owner‟s is low - medium. 
In summary, the buyer power can be considered to be a combination of the 
bargaining power of the advertisers (high) and the vendor owners (low - medium). Since 
the revenue projections call for 95% of the revenue to come from vendor buyers, the 
overall bargaining power of both buyer groups has been weighted to medium. 
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2.3.3 Threat of entry 
The threat of entry is the real or perceived effort required for a firm to enter a new 
market. If a firm sees that there is little cost to enter a new market and that the 
incumbents in the market are earning returns in excess of the cost of capital, it may 
decide to enter the market.  It is a much easier decision to enter the market than if there 
were significant sunk costs that were needed to enter and compete with the established 
firms in the marketplace. Incumbents want to avoid new firms entering the market 
because more firms mean more competition, which drives down both prices and 
profitability - toward its competitive level. 
With this online directory, start-up costs are relatively low as there is little 
investment in Property, plant, and equipment (PPE) required. Unlike heavy industry 
where the capital costs are so large as to discourage new entrants, internet based 
businesses have start-up costs so low that they attract new entrants easily. This dynamic 
was on display during the dotcom era and is now rearing its head again as new internet 
companies pop up daily in search of venture capital funding. 
While this is a novel use of existing technology, it is not a new innovation that is 
patentable under the law. Therefore, there is no patent protection available for this IP 
with which to shelter the business from competitors. A slight advantage may be gained 
by travelling further down the learning curve with the technology before competitors 
show up, but that advantage will not last long in the face of sustained competition 
because the technology is not difficult to understand. The advantage cannot be sustained 
or protected by regulatory bodies in any way due to the fragmentation of the market and 
innocuousness of the business. 
Perhaps the biggest concern in terms of the threat of new entries is that a well-
established competitor in the wedding directory space like Wedding Wire will decide to 
compete in this adjacent niche market. In this case they would leverage their existing 
brand strength in the wedding directory space and start offering available based services 
to their existing user community. 
The firm does have an important competitive advantage in the form of the 
availability feature, which lets it target a very narrow niche in the market. It is possible 
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for it to become a market leader in this niche before another firm decides to enter and 
compete. By then, if there are enough venue owners signed up and enough traffic to the 
site, high switching costs make it too much of a loss in value for the buyers to switch to 
another service because all of their availability information is held in VenueMenu. 
In summary, there are low entry costs, lack of patent protection, non-complex 
technology, and potential competitor brand strength, tempered by obscurity offered by a 
niche market. Hence, the threat of new entry is high. 
2.3.4 Threat of substitutes 
In this context, substitutes are products or services that buyers could purchase 
from another source to meet their needs.  The fewer substitute products available for the 
customer to purchase, the more they are insensitive to the price of a product.  If there are 
close substitutes, the firm will find it difficult to raise the price of their product without 
driving away their customers to a substitute product or service.   
There is currently no specific service available that matches up wedding venues 
with couples looking for a venue by available date. There are online calendaring services 
that are geared towards appointment-based businesses like doctors‟ practises and hair 
salons, but nothing that aggregates the availability together for users in a searchable 
format. Even if these services could be adjusted to work with daily schedules instead of 
hourly, there is still no aggregated searching of venues, and no way to highlight the 
venue. Thus, these services are not considered close substitutes for VenueMenu. Hence, 
there is a low propensity to substitute. 
 As mentioned there exist online wedding directories that list wedding venues but 
are limited to simple listing information like phone, address, hours, a few pictures and 
other simple items. The directories are again not a substitute because while they allow the 
vendor to promote their venue in the directory, they lack the availability information and 
aggregated search functionality that creates the competitive advantage. As the buyers‟ 
propensity to substitute depends on how well the substitute product performs in relation 
to its cost – this must be comparable to entice a switch. Since the price-performance 
characteristics are not comparable, there is limited propensity to switch. 
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However, we must take into account that while there are few direct competitors, 
as stated above, there are many options for those who want to advertise their venue in the 
wedding space. The concern here is that perhaps in some cases the advertising venues can 
obtain sufficient advertising elsewhere, even without the availability feature, and that 
may be good enough for the venue. Said another way, perhaps the price-performance 
characteristics of the service are not compelling enough to sway the venue to our service. 
While we do not know for sure how strong this propensity is, we must not discount it 
entirely and therefore take a more balanced view in this dimension. Thus, the threat of 
substitution is medium. 
2.3.5 Rivalry among existing competitors 
The rivalry among competitors dimension speaks to how fierce the competition is 
between competitors in the same industry. Clearly, fewer competitors are better than 
many. In some industries, competition is fierce which results in downward pressure on 
prices; this is typical in industries where there are many competitors selling 
undifferentiated products.  In other industries, particularly oligopolies, the incumbents are 
likely to compete on other factors instead of price; like features, and values. 
The closest rivals to the VenueMenu reside both within the wedding advertising 
industry in the form of other venue based directory services, and with those firms 
providing either general or wedding specific advertising services.   
When we look at the intensity of competition in terms of wedding advertising, 
however, the picture is entirely different; the competition is fierce. In the Vancouver 
market alone, there are many advertising vectors available including wedding specific 
magazines, wedding specific web sites, wedding fairs & shows, and click-through ads on 
search engines. In addition to this wedding specific advertising, venues may also 
advertise by conventional non-wedding specific means like daily newspapers, flyers, and 
the radio.  
Another major force that affects rivalry among competitors is product 
differentiation. A high degree of product differentiation prevents buyers from substituting 
which in turn lowers the incentive for firms to compete on price.  VenueMenu will enter 
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the market with a product that has significant differentiation and therefore will not 
significantly contribute to an increase in firm rivalry.  
One measure of the competitiveness of an industry is the four firm concentration 
ratio (the 4CR) which seeks to provide a measure of the concentration of the market share 
of the top four firms in an industry.  Although no other company offers the VenueMenu 
aggregated availability search, those who could be close in the online directory industry 
or adjacent industries are so fragmented as to make the application of the 4CR 
methodology unusable.  As a result, the concentration of firms competing on features is 
very low and therefore does not play a significant role in elevating the fierceness of 
competition. 
However, VenueMenu lacks the value added features that exist on other online 
directories that create stickiness for that site. For example, some directories have floor 
plans available for the venues that they have listed. While VenueMenu will want to 
incorporate similar features into its site, it will be important to try and differentiate those 
features to ensure that its offerings are not identical to those of its competitors. This is 
important to ensure that in a competitive situation price is not the only basis for 
competition. 
Exit barriers also play a role in the degree of rivalry among competitors. Fixed 
costs in the case of VenueMenu and its competitors fall mainly into the R&D and sales 
categories.  However, since the complexity of the technology is comparatively low, the 
R&D costs associated with the service VenueMenu is planning to offer are also 
comparatively low. PPE costs are extremely low in this industry as well primarily due to 
the falling technology costs brought on by the commoditization of cloud computing 
providers. As such, companies are not required to compete fiercely to protect their sunk 
costs in this industry, and can therefore exit easily. 
Although the VenuMenu has a differentiated offering, low entry and exit barriers 
coupled with many firms offering advertising services, we must conclude that 
competition will be very strong in the wedding advertising industry. Thus, rivalry among 
existing competitors is high. 
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2.4 Analysis 
According to Grant (Grant, 2007, p. 88), and Kim & Mauborgne (Kim, 2002), a 
firm‟s ability to survive and prosper in a market is determined in part by the key success 
factors on which it competes. The key factors of success of competition are shown below 
in Table 2 Error! Reference source not found., which compares the relative level of 
each factor against potential competitors of the firm. The potential competitors are: 
1. Existing online directories already targeting venues 
2. Existing online calendaring services 
3. The existing manual booking method that venue owners are currently 
using to organize their booking 
4. Directories with an availability information feature. VenueMenu will be 
the initial entrant and is a proxy for this category. 
5. Other advertising sources 
 
Table 2: Key factors of competitive success 
Product Price Availability 
Info 
Compare Convenience 
of use 
Accuracy Completeness Supplementary 
features 
Online 
Directory 
3 1 1 4 2 3 4 
Online 
Calendar 
4 1 1 4 3 1 1 
Manual 
booking 
5 1 1 2 4 1 1 
Directory with 
availability 
3 5 5 4 4 5 3 
Other 
advertising 
sources 
(i.e.print) 
1 1 1 1 1 1 1 
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From the perspective of the venue owner, both manual booking and VenueMenu 
provide a “booking system” so they are considered direct competitors to each other. 
Online directories and online calendars are not direct competitors to VenueMenu but are 
listed because their feature sets could potentially be altered to provide similar 
functionality to VenueMenu. This in turn would allow them to expand into this adjacent 
market and begin competing with our firm. 
 
A scale of 1-5 was used to rate the strength of each factor across the products, 
with one being the lowest value and five being the greatest value per factor. In cases 
where the product could not compete on the factor, a value of one is used. A detailed 
explanation of what each number in the scale for each dimension means is shown in 
Table 3 below. 
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Table 3: Success factors scoring scale 
Scal
e 
Price 
/mo. 
Availabi
lity Info 
Compare Convenienc
e of use 
Accuracy Complete-
ness 
Supplementar
y features 
1 >$80 None or 
N/A 
None or 
N/A 
None or 
N/A 
None or 
N/A 
None or 
N/A 
None or N/A 
2 ~$60   Manual 
operation 
Populated 
mainly 
from 
phone 
listings 
>30% of 
available 
listings 
2 features 
3 ~$40 Partial Venue 
properties 
N/I 
availability 
Has web 
interface 
Listing 
owners 
interact 
with site 
to update 
>50% of 
available 
listings 
4 features 
4 ~$20   Has web 
interface my 
mom could 
use 
Extra 
human 
and 
automated 
update 
features 
>70% of 
available 
listings 
6 features 
5 No 
cash 
outla
y 
Full All venue 
properties 
inc. 
availability 
Venue can 
update < 30s 
0 errors or 
ommissio
ns 
>90% of 
available 
listings 
8 features 
 
The key success factors listed in Table‟s 2 and 3 each represent a different 
dimension on which to compete. They are: 
1. Price: this is the amount paid to use the service, and can be a yearly or 
monthly fee. VenueMenu‟s pricing is slightly less than that of the high-
end directories for a comparable full-featured listing, but it does have the 
availability feature set which implies greater value in the minds of 
purchasers. 
2. Availability info. As mentioned previously, this is the feature that allows 
the buyers to reduce their administrative burden while simultaneously 
allowing users of the site to search and compare venue‟s based on many 
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factors including when the venue has availability. Only VenueMenu has 
this feature. 
3. Comparability: this functionality allows users to compare the results of 
their searches based on many factors including size, location, cost (if the 
venue has entered it), and most importantly availability. It is this ability to 
search and compare that provides the greatest value to the user, and when 
coupled with the availability information creates the firm‟s competitive 
advantage. Only VenueMenu has this feature. 
4. Convenience of use. This factor represents how easy the product or service 
is to use. Manual booking is the least convenient in terms of the number of 
potential customers you need to interact with to get a sale done.  Most 
online calendars and directories have a web interface that buyers can use 
to post their information, which is a source of convenience.  VenueMenu 
has a goal to blow venues away with how convenient the service is to use; 
availability information can be updated by a user with a browser or 
smartphone app in less than 30 seconds. This ease of use is key in terms of 
ensuring venue owners keep the availability information up to date. 
5. Accuracy: this is a measure of how accurate the returned listing 
information is. This is applicable only to online directories. Many of the 
current online directories have listings obtained from secondary sources 
like phone directories. This information becomes stale over time which in 
turn reduces the value delivered to the end users. Lower value means 
fewer return users, which in turn reduces the value to the venue owners. 
VenueMenu will keep this up to date via initial vetting upon entry as well 
as through periodic update emails to the vendors. 
6. Completeness: this term is used to describe how many of the total venue‟s 
available in a given area are represented on VenueMenu. During the 
research phase of this project, several directories were researched and of 
those directories it was determined that no directory had a complete 
listing. In fact, it was found that no directory had more than 70% of the 
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available listings while the smallest had only 10% of listings. VenueMenu 
will ensure completeness as a result of hands on efforts by our direct sales 
force.  
7. Supplementary features: these are small value added features that have 
been built up to support the core product offering and increase user 
stickiness. Examples include seating plans, recommended caterers, and 
cross promotions. While VenueMenu will not have an extensive list 
supplementary features right out of the gate, the product management 
team will define and prioritize these features for inclusion into future 
releases of the site. 
 
Intuitively, and through discussions with venue owners, we understand that 
buyers of this service value the reduction in administrative overhead that results when 
using VenueMenu to manage their booking pipeline. Thus, for the venue owners, the 
most important key success factors represented here for competing in this market are 
“convenience” of use and “availability information”.  The key success factors shown in 
Table 2 are represented in Figure 2 below; the VenueMenu strategy canvas.  
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Figure 2: Strategy Canvas with key success factors 
 
The strategy canvas highlights that VenueMenu has a large advantage over other 
competitors in the “availability” and “comparability” dimensions, and a moderate 
advantage in the “completeness” dimension. Our product has a disadvantage in the 
“supplementary features” dimension and a fairly neutral posture against other online 
directory and calendaring services. 
Hence, to be successful in this industry, VenueMenu will have to leverage its 
advantages in “availability”, “comparability”, and “completeness” by targeting markets 
that value the ability to search on availability information and compare that information 
for as many venues as possible. If possible, it would be advantageous in terms of 
minimizing commoditization if this market did not value “supplementary features” as 
well. 
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2.5 Competitors 
While a variety of online wedding venue directories exist, many are frustratingly 
difficult to use, include only a limited subset of the total number of venues, provide 
limited and inconsistent information to the prospective customer, and lack arguably the 
most important element of planning a wedding - the availability on a specific date.  The 
functionality and feature set of each competitor varies from site to site, ranging from a 
limited one line description with a link to the vendor‟s website to a full hosted venue 
portfolio with venue details, photos, and testimonials. Direct competitors include: 
 
 www.weddingwire.com 
WeddingWire.com is an online wedding planning resource designed to connect 
wedding vendors with engaged couples through simple interactive tools and 
channels. 
 
 www.weddingful.com/vancouver/venue-and-locations 
Weddingful.com is a wedding planning site that provides a clean, simple interface 
for couples seeking the perfect wedding vendor. 
 
 www.weddingswest.com/Vancouver/Reception_Locations/ 
WeddingsWest.com began as an online extension to a traditional wedding and 
event planning service.  Focused on promoting locally owned and operated 
businesses, the website provides a simple tool for potential clients to locate 
wedding related businesses. 
 
For the prospective engaged couple, alternate and substitute services would 
include: 
1. Identifying and dealing directly with an individual venue facility supplier 
2. Contracting a wedding planner for venue research and selection 
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Identifying and contacting individual wedding venues can be a frustrating and 
daunting task for prospective couples, requiring a considerable time investment.  
Similarly, while there are a variety of wedding planners available, their service comes at 
considerable cost and would typically encompass the entire wedding planning process. 
One advantage that several online wedding directory websites provide is a listing 
for a variety of other wedding services and products, from venues to photographers to 
caterers.  The all-in-one-stop approach may be valuable to users who have a large number 
of activities and services to plan or want the convenience of dealing with one resource 
directory. 
However, the greatest disadvantage of existing competitors is the complete lack of 
venue availability information.  Similarly, there is limited and inconsistent information 
provided for each venue, making direct comparison and research difficult for the 
prospective couple. 
As most competitors are small, independently hosted sites, detailed financial and 
profitability figures are unavailable.  However, each competitor offers multiple levels of 
vendor membership subscription models, ranging from free to $1000 per year with an 
appropriately scaled level of support and features.  Similarly, advertising plans feature 
prominently in each of the existing competitor sites. 
From the engaged couple‟s perspective, all of the online wedding venue rental 
directory sites provide free access to browse the listed venues, but there is a large 
discrepancy in the quality and breadth of information provided as well as the number of 
venues identified. 
The fundamental competitive advantages that VenueMenu will provide to 
prospective couples is a complete directory of every potential venue within a geographic 
location and the availability of each participating venue on specific and sortable calendar 
dates.  VenueMenu aims to leverage the strengths of the internet, by providing timely, 
targeted, comprehensive information in a useful and intuitive format. 
With the Industry section discussion now complete, we move on to the third 
section of the business plan, “Market Analysis.” 
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3: Market Analysis 
The goal of market analysis is to expand our understanding of the market in 
question so that we can better make investment decisions to protect or further our 
success. An improper understanding of the market can lead a business to make 
uninformed investment decisions such as marketing to the wrong customer set, choosing 
incorrect distribution methods, or investing in the wrong product features. With a new 
business like VenueMenu, marketing funds are very limited so it is critical that we have 
an accurate understanding of the market in order to make wise investment decisions.   
In the sections that follow, we will discuss various market dimensions such as 
market positioning, target markets, market size, and segmentation. We begin by 
discussing target markets. 
3.1 Target markets 
VenueMenu‟s primary market is wedding reception venues in the US and Canada 
that are looking for a better return on their advertising spend while reducing their 
administrative overhead.  There are many different types of venues that have space for 
rent for various functions. In order to bring focus to the opportunity and help determine 
the addressable market size, VenueMenu has segmented the market and will target the 
top four wedding reception venue types in North America. These venue types include: 
 Golf Courses 
 Destination Restaurants 
 Hotels 
 Wineries 
In addition to our primary target market, VenueMenu understands that our buyers‟ 
clients, the users, are also a market unto themselves. This user group, couples getting 
married, will drive the web site and therefore our content and usability must be managed 
such that it appeals to this group. This group is discussed in more detail in section 3.3.2. 
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3.2 Market size 
Understanding the market size, specifically that it is large enough to build a 
profitable business out of, is an important first step in terms of deciding if there is a 
viable business opportunity.  In the case of VenueMenu, the market consists of two 
distinct groups, the venues and the users looking for a venue. For the purposes of this 
analysis only the venue market size will be considered because VenueMenu expects to 
receive 95%  or more of its revenue from this source.  
As shown in the table below, the total market size is a function of the number of 
venues that have event facilities for rent. The numbers in the table below have already 
been adjusted to represent what VenueMenu considers to be a conservation estimate of 
the proportion that have facility space available to rent. For example, a random sampling 
of 20 wineries in BC indicated that approximately 50% rent their facility out for wedding 
events. Applying this ratio to the total number of wineries in Canada (~1000) resulted in 
an estimate of 500 potential venue customers. A similar process was followed to estimate 
the number of potential venue customers for the other three venue segments as well. This 
information is in Table 4: Venue count by type”: 
Table 4: Venue count by type 
Venue type Canada United States 
Hotels 9,000 64,000 
Wineries 500 4,200 
Golf Courses 2,000 17,000 
Destination Restaurants 4,500 25,000 
Totals 16,000 110,200 
Sources: Tourism BC, Statistics Canada, California Travel and Tourism Commission, Hospitality 
Trends USA 
 
Based on a total potential venue customer count of 126,200 multiplied by the 
premium membership subscription rate of $455 (average of monthly and yearly) per year, 
yields a total addressable market size of $57,421,000 per year. 
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3.3 Market segmentation 
A market segment can be defined as a group of buyers who have a similar set of 
wants and needs (Kotler, 2006).  Establishing the segment and position for our 
product/service is the first marketing decision required for a marketing plan. Product 
features, the price, distribution channels, and promotion methods and messages all follow 
from this position (Mitchell, 2010) so it is important to get it right. Our goal then is to 
target a specific market segment and focus our limited resources on this segment to create 
a leadership position in the market segment. Typically, consumer markets are segmented 
by geographic, demographic, and behavioural characteristics. 
3.3.1 Our Customer 
VenueMenu‟s customers are hotels, wineries, golf courses, or destination 
restaurant venues that rent their facilities for weddings and want to see a better return on 
investment on their advertising dollars. They can also be segmented accordingly: 
Geographic 
 The market for VenueMenu includes the United States and Canada. 
Demographics 
 No demographical segmenting was done because it is not necessary to 
understand the demographic characteristics of venue owners themselves if 
we work under the assumption that venue owners are interested in 
operating a profitable business that requires them to attract couples 
wanting to rent a venue. The fact that they are operating this type of 
business is being used as a proxy for the correct demographic attributes. 
Behavioural 
 They will not invest in advertising that does not have a direct and visible 
impact on their sales.  
 Customers and users are comfortable using technology in daily business 
operations. 
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 Our customers generate enough revenue from renting their venue for 
weddings to justify a small investment in advertising. 
 Our customers have a business pain communicating the availability of 
their venue and the services they offer to their customers in a cost 
effective manner. Currently it is either done ineffectively resulting in 
fewer bookings than desired; or done effectively but at the expense of a 
resource that could be better utilized elsewhere in the business. An 
example of this would be a receptionist answering individual availability 
inquiries on the phone or through email. 
3.3.2 The venue’s customer, the user 
To simplify this analysis, the fact that couples had self-selected themselves into 
our correct market segment because of deciding to get married, is being used as a proxy 
for market segmentation instead of considering other demographic factors like age, race, 
or income. In our case, the users are engaged couples searching for wedding venues 
based on a number of criteria. These may include: 
  
 Date availability 
 Size of venue 
 Location 
 Food and beverage selection 
 Budget 
  
Currently the user searches online on individual venue websites, or calls venues 
individually to gather information. Since our service is online, it is important that users 
have internet access to use the service.  In a report by the Pew Research Center (Pew 
Internet American Life Project, 2011), 77% of users in North America had access to the 
internet. In the 18-29 age category, 90% of the people had access to the internet. 
According to statistical site infoplease.com, the mean age of men and women at first 
marriage in the US is 27 years (U.S. Bureau of the Census, 2010), while in Canada it is 
29.5 years (Vanier institute of the Family, 2010). Accordingly, 90% of those in our users‟ 
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age category (represented by the age of first marriage) have access to the internet, 
indicating the high likelihood of hit rate anticipated for wedding venue search. 
3.4 Market positioning 
VenueMenu will position itself in the market place as a premium value service in 
the wedding venue segment.  According to Mitchell (Mitchell, 2010) positioning is what 
the product stands for in the minds of the customers in two dimensions: 
1. Benefit 
2. Differentiation 
The benefit can be described as the compelling reason to buy or the unique selling 
proposition. VenueMenu plans to create value by leveraging the inherent capabilities of 
the internet to re-imagine the modern online directory model.  Specifically, VenueMenu 
will provide a feature-rich, easy-to-use, customer interface that quickly provides the 
specific targeted information desired by the user.  VenueMenu also serves as a highly 
efficient advertising and sales channel for wedding venues and prospective users to 
connect and rent available function space. 
VenueMenu offers several value propositions for both the venue owner, referred 
to as the customer, and the prospective engaged couple, referred to as the user. 
 
For the Customer 
Their challenge is to get the word out that they are a venue for rent when it 
is available. Currently they advertise via traditional print and digital media 
purchasing based on advertising contract length, regardless of whether they have 
availability or not. This leads to both wasted advertising spend and administrative 
overhead in terms of answering calls and telling people you are already booked 
for the date they want. In fact, the more advertising they do the bigger headache 
they create as they need to field more calls for the same already booked dates. We 
aim to address this problem by providing up to date availability info so they can 
target their advertising to people looking for venues on the day they have them 
available instead of at all times. If they funnel all customers to the site, the 
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customers can see the availability for themselves and save both their time and that 
of the vendor. 
 
For the User 
The value proposition for the venue is different. The problem most people 
face in finding a venue is that you cannot set your wedding date until you find a 
venue, and to find a venue you need a date. The process then is to call many 
potential venues and simultaneously determine if they meet the requirements of 
the wedding in terms of capacity, seating layout, food, and drinks, along with the 
dates the venue has availability. As the customer checks around for pricing and 
compares that with the other venues that have current open availability, they 
narrow down the venue choices and pick one that suites their needs. Then they set 
the date according to the venue‟s availability. 
 
In terms of differentiation, VenueMenu has differentiated itself by offering: 
 
1. Availability features that competitors are not providing to the marketplace 
2. Comprehensive and complete directory listings  
3. Extremely easy to use interface  
 
VenueMenu will provide the most comprehensive and feature-rich online 
directory for wedding event venues.  Our web site is a professionally developed web 
resource where prospective engaged couples can connect with venues by searching 
detailed, up-to-date criteria that includes the venue‟s current availability information. The 
inclusion of the availability information is the key to competitive advantage in this 
market. 
Having described the various market characteristics, we now move on to discuss 
various strategies in the fourth section, the “The Strategy” of the business. 
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4: The Strategy 
Grant defines (Grant, 2007, p. 18) strategy as being concerned with planning how 
an organization will achieve its goals. According to Porter (Porter, 1980), there are three 
generic strategic approaches (shown in Table 5 below) to outperforming other firms in an 
industry. 
 Differentiation: This strategy is used when there is a unique product in 
relation to the competing products in the marketplace 
 Focus: This strategy is used to target a very narrow segment of the market 
extremely well 
 Overall cost leadership: This strategy is used when the firm has a cost 
advantage that is can use to offer its products or services at a much lower 
cost than competitors 
Table 5: Generic Competitive Strategies 
   
Strategic Advantage 
   
Uniqueness perceived 
by the customer 
Low-Cost position 
   Strategic 
Target 
Industry wide Differentiation Overall Cost Leader 
Particular Segment Focus 
 
Although VenueMenu has a differentiated product, the recommended strategy is 
“focus” on the wedding venues advertising segment. By leveraging our unique product 
offering, we can provide greater value to the customer, and therefore expand more 
rapidly with a market focus strategy. The goal will be to gain as much of the market share 
as quickly as possible so that barriers to entry are created for new competitors as a result 
of the high switching costs for venues associated with moving away from our service. As 
more venue customers are signed up, the value of the service increases to users. The more 
  31 
users using VenueMenu, the more value created for the Venues and so on. Focusing 
narrowly on the wedding venue segment also helps to mitigate any advantage other firms 
may have as a result of value added supplementary features (discussed in the last 
paragraph of section 2.4) in their product. This helps to reduce this advantage because 
supplementary features add the most value for return customers, and since most people 
only get married once, there is little reason to return to the site to use these features.  
In section four, we cover the entry strategy, sales strategy, and the marketing 
mixes for both the customers and the users. We start our discussion with the entry 
strategy. 
 
4.1 Entry Strategy 
The value of the VenueMenu increases exponentially as the number of venues 
using the service grows. Having a complete listing of all venues in an area attracts venues 
to become customers, and attracts wedding organizers, as it is a more convenient way of 
finding a venue. Targeting specific geographic locations also has benefits for 
VenueMenu‟s operations. Our sales staff can service a very targeted selection of 
accounts. 
 VenueMenu will target geographic locations in which to operate based on the 
following criteria: 
1. Number of weddings taking place in that area 
2. Number of suitable target venues in the area 
3. Ability for VenueMenu to effectively operate and service that location 
 
Based on the criteria above, VenueMenu will initially be rolled out to the cities 
shown in Table 6: 
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Table 6: Top cities for weddings with high internet penetration 
Location Date Number of 
Weddings 
Number of 
Venues 
Operations 
Vancouver, BC 
(Stats Canada, 
2004) 
Q1 2012 22,076 Medium Head office Vancouver 
Los Angeles 
Area, CA 
(California 
Department of 
Public Health, 
2008)  
Q1 2013 259,206 High Operate Remotely 
Houston, TX 
(Texas 
Department of 
State Health 
Services, 2008) 
Q1 2014 194,389 High Operate Remotely 
Miami Area, FL 
(Florida 
Department of 
Health, 2011) 
Q1 2015  132,618 High Operate Remotely 
 
 
 
The initial city to launch the product in will be Vancouver, BC, Canada. 
Vancouver is being used as the test market instead of one of the other cities shown in 
Table 6 because it is important to control the market message when taking a new 
technology product to the marketplace. In his book, Crossing the Chasm (Moore, 2002), 
Geoffrey Moore recommends that a direct sales force be used to bring new technologies 
to market because the company can then control the precise messaging going to the 
market place through all channels. Since the founder is located in Vancouver, and 
understands the market, a reduction in risk can be obtained by working directly with the 
direct sales team in Vancouver for the pilot rollout. 
 Using Vancouver as the test market, this concept will be tested and refined such 
that in the future the model can be repeated at low cost in additional cities.  The expected 
launch for this city is at the end of Q2 2011. Having two sales people develop the 
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network in Vancouver will do this. As revenue is generated, the sales team will be scaled 
up to tackle other cities. 
Our service has both a paying subscription service and a free subscription service 
to post the venue‟s basic information. The free service is essential to our growth strategy 
as it allows VenueMenu the opportunity to be the most comprehensive directory even if 
most venues decide not to be VenueMenu paying clients. Since the market will be 
wedding reception venues, the revenues gained by venues for hosting a wedding event 
are large, so a small monthly subscription fee to post their availability will be a small part 
of the venue‟s advertising budget. 
This business plan focuses on establishing VenueMenu as the industry leader in 
the venue rental-advertising marketplace for weddings. The company will grow 
organically within select cities through various advertising means including traditional 
print and digital media in addition to social media avenues. As the company nears 
penetration thresholds in Vancouver it will start shifting its dedicated sales team to the 
next target city and repeat the process of establishing itself in this new city. This high 
level cycle will be repeated indefinitely to grow the business. 
 Over the long term, there exists opportunities that have not been detailed in this 
initial business plan, to grow into other segments outside weddings including venue 
bookings for social events, conferences, company Christmas parties and other corporate 
functions. To be clear, this is not the focus of this plan and is mentioned here only to give 
the reader an appreciation for the opportunity for future growth. 
4.2 Sales Strategy 
4.2.1 The Sales Cycle 
The sales cycle will be less than 60 days as it is a business-to-business product 
and a relatively small investment. In an industry where venue rental can be multiple 
thousands of dollars per event, a small investment to increase venue rental is a smart 
investment. The decision-making criterion behind a small B2B investment is less likely 
to require executive approval than a large capital expense. This level of investment is 
likely to be approved at a lower management level very quickly.   
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4.2.2 Lead Generation 
Key decision makers at wedding venues will be targeted with direct sales efforts. 
These people will be contacted via phone, email and online demonstrations, to introduce 
the service and offered a free trial. These interactions will include case studies of clients 
who have proven ROI with the VenueMenu product.   Product trials will also be offered 
through a signup system on the site that allows time-limited access to the product.   
4.2.3 Customer relationship nurturing 
At key interaction points with the customer VenueMenu sales staff will make 
specific efforts to continue nurturing the relationship so that customer churn is kept to a 
minimum. 
End of trial – at the completion of product trial period, customers will be 
contacted to offer them a continuation of services as a paying customer.  
End of subscription - at the completion of an annual subscription, customers will 
be contacted to offer them a continuation of services. 
4.2.4 Customer Service 
Our management and sales team will be available to manage website issues and 
managing customer satisfaction. The main measure of customer satisfaction is ensuring 
that all the services that we promised to provide in our premium plan are functional and 
up to date. 
4.2.5 Warranty or Guarantee Policies 
Due to our small monthly fee, there is little risk to the customer to use our service. 
VenueMenu will guarantee the integrity of customer data from loss or corruption through 
effective use of existing backup technology. 
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4.3 Marketing mix 
The marketing mix, commonly called the 4 P‟s, is laid out for both the venues and 
the users in the remainder of section 4. The elements of the marketing mix comprising the 
4 P‟s are (Mitchell, 2010): 
 Product: A tangible product or a service 
 Price: The amount the customer pays for the product 
 Place: Where the customer will get the product from 
 Promotion: All of the communication, through any channel, that the 
customer may receive about the product 
We begin our discourse of the marketing mix with a discussion of the “Product” 
dimension, and finish section 4 with the “Place” dimension. Where one of the P‟s differs 
for the users (vs. the venue customers), a section is added specifically for the user 
commentary. 
4.3.1 Product 
Currently, most internet-based wedding venue directories are incomplete and do 
not mention when a venue is available.  VenueMenu serves to address each of these 
problems for both the customer and the user. 
The current market is fragmented, limited, and frustratingly incomplete.  For 
example, upon visiting some of the existing wedding venue directories, the user is 
presented with a range of anywhere from 10% to 80% of the total potential venues, 
dependent upon which website is visited.  As a comprehensive directory, VenueMenu 
will be the most complete online directory listing every potential wedding venue rental 
facility within its region.  VenueMenu will accomplish this by leveraging a dedicated 
sales and acquisition team to mine all existing directories for venue identification and 
inclusion.  For the user, this provides a one-stop online resource to access standardized 
information on all of the existing wedding venue facilities.  For the venue customer, 
VenueMenu offers an efficient means of advertising on the most widely referenced 
wedding venue directory. 
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Availability on a specific date is perhaps the most essential criteria for prospective 
couples researching a venue, as venue availability and selecting an event date has largely 
presented a classic chicken-and-egg scenario.  However, as availability of a venue 
constantly changes, this data is tracked internally by the venue and is rarely searchable.  
This is a time consuming process for the user, as a prospective couple must identify and 
contact each potential venue directly to enquire about availability on a specific date.  For 
the venue itself, this presents an inefficient use of resources by constantly fielding 
enquiries for popular dates that are already booked.  
Furthermore, there currently is little opportunity for a venue to showcase slots 
when they are available and therefore they miss potential clients. This pain is especially 
large when booking a wedding reception venue as currently the dates need to be chosen 
well in advance in order to book the reception. While both users and customers go to the 
same web site, the venue customers will have a special section accessible by login where 
they can manage their listing details and availability information. 
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Figure 3: The VenueMenu web user interface 
 
 
The above sample illustration of the VenueMenu website demonstrates some of 
the key functionality.  On the left, users can input a wide variety of detailed search 
criteria based upon such items as specific availability, venue size, and price range.  The 
central portion of the website returns the wedding venue‟s that matches the desired search 
criteria, sorted for the day the user desires, while subsequent screen space is available for 
sponsored advertising. 
VenueMenu will provide two subscription membership levels for venue 
customers.  The free membership offers a brief summary of the venue facilities, with a 
photo, and all applicable contact information.  Alternatively, the premium membership 
subscription will provide venues with a feature-rich portfolio to advertise their venue 
with availability, seating charts, and menu selections. 
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4.3.2 Price 
VenueMenu performed an environmental scan to evaluate nearest competitor 
price points that were found to range between $20 and $60 per month.  It is a common 
occurrence in the industry to give discounts for annual subscriptions paid up front. In 
addition to this, it is common in the industry to sign customers up and provide the full 
service free for a predefined period to increase stickiness and enable the customers to 
experience the value for themselves. This approach has the added benefit of reducing the 
investment VenueMenu has to commit to demonstrate product features. 
Our customers will find value in this service because they are already paying a 
similar monthly amount to be included in a directory listing providing only limited 
contact info and venue description. For a similar cost, they get the same full service 
listing with the highly desirable availability feature, which facilitates the value described 
above. 
Based on the above, VenueMenu‟s pricing model takes into account the additional 
value that is provided to our customers as a result of our unique availability features and 
the existing price range.  The price point of $39.95 per month ensures that the buying 
decision can be made by a lower level employee (as opposed to a manager) without 
requiring additional approvals. This increases VenueMenu‟s ability to convert trial 
customers into paying customers. 
Our pricing model is a subscription model where we charge our customers a fixed 
monthly or annual fee as follow: 
Table 7: Feature sheet 
Feature/Plan Basic Plan Premium Plan 
Cost Free $39.95/month 
$429**/year 
Listing details*   
Blurb   
Photos 1 photo 30 photos 
Email every quarter to update info   
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Showing Availability   
Feedback/ Rating   
Seating plan   
Event planner BIO   
Save the date notifications   
Thanks for coming notification   
Sample menu & photos   
Parking Nearby   
Recommended vendors   
 
* Listing details include Address, Email / Phone, Site URL, Capacity, Bar service, and 
Food service 
** Reflects a 10% discount for yearly prepayment 
 
Users: there is no cost for users to use the service. 
4.3.3 Promotion 
We are introducing our service to a niche market.  Therefore, we have to create 
awareness for our unique service. The advertising channels we are planning to use are: 
 Face to Face meeting with wedding venues & wedding planners 
 Search engine optimization 
 Wedding magazines 
 Wedding websites 
 Conferences 
 Bridal shops 
 Social Media such as Facebook page, YouTube video, etc. 
The marketing plan will be executed in response to the different stages of product 
maturity as well as the audience; whether customers or users. Figure 4 below gives a 
high-level summary of the market techniques that we are using to bring the message to 
both our customers and their users throughout the product lifecycle from launch, through 
growth, and to maturity. 
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Figure 4: Marketing techniques and product lifecycle 
 
 
Sales Promotions: to penetrate the market, we will offer our potential customers 3 
months free trial of our services. This will allow our potential customers to experience 
the usefulness of the service. Then, they will have the chance to upgrade to the “premium 
plan”. 
 
4.3.4 Place 
The service is a web site @ www.venuemenu.com, which will have the core 
functionality to satisfy customers and users, as well as detailed help and marketing 
collateral. Both customers and user will go the same site, with customers being presented 
with a slightly different interface after login. 
Having described the strategy and marketing mix, we now move on to discuss 
finances in the fifth section of the business plan, the “Economics of the Business.” 
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5: The Economics of the Business 
5.1 Revenue Sources 
VenueMenu offers two fundamental revenue sources: 
 
 Subscription fees – monthly / annual subscription fees collected from 
premium venue subscribers to provide feature-rich portfolio content. 
 Advertising – „cost per thousand‟, „cost per click‟, and sponsored 
advertisements for complementary products and services. 
 
Core business revenue is expected to be delivered by VenueMenu‟s subscription 
model, offering approximately a 25:1 ratio over the expected advertising revenue. 
VenueMenu management projects that the business will reach $1.5 million in revenues 
and $881,000 in net income by 2015, the fifth year of operation. 
Total revenue is a direct function of the number of venues subscribing to the 
premium membership service package.  To achieve this, VenueMenu will add two sales 
people per year and that each salesperson will contribute 165 premium membership 
subscribers per year, based on a 5% conversation rate at 2 calls per person per hour.  
Once the current geographical market is saturated, the sales staff will be increased and 
will move on to the next market to repeat the process. Customer subscription membership 
forecasts include an assumed attrition rate of 10% per year, commensurate with industry 
averages.  Each of these assumptions and their direct impact on VenueMenu‟s financial 
projections can be seen in Appendix A. 
5.2 Fixed and Variable Costs  
As an online information provider, VenueMenu has a limited fixed overhead and 
negligible variable cost structure.   
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Figure 5: First Year Expense Ratios 
 
Figure 5 above shows the total cost percentages for the business over the first 
year. As expected for a startup, only costs that absolutely need to be incurred are 
expended.  Fixed expenses will include the costs of office facilities, web development / 
maintenance (10%), salaried staffing requirements (51%), and advertising (39%).  Sales 
person base salaries are projected to be $50,000 per year each, based on industry averages 
within the field. Founders will not draw a wage until year three. 
Variable costs will be limited to sales commissions and web hosting expenses.  
Sales commission will be tied to the number of venues signed to premium membership 
subscriptions, with a maximum allowance of $10,000 per sales person.  Similarly, as 
premium membership subscriptions offer feature-rich portfolio options this will increase 
the volume of both content stored and website traffic, increasing web-hosting expenses. 
Detailed expense projections can be viewed on the income statement in Appendix A. 
5.3 Operating Leverage and Implications  
Given the limited costs detailed in the financial pro-forma, VenueMenu has 
limited startup capital requirements. Currently, salaried wages represent the single largest 
expected contributor for business expenses, averaging approximately 80% of total costs.  
Sales staff dominate the staffing plan as they also drive sales revenue, however, 
39% 
0% 
0% 
0% 
0% 0% 
51% 
10% 
0% 
0% 
0% 
VenueMenu Year 1 Expenses 
Advertising
Commissions
Furniture and equipment
Insurance
Office supplies
Rent
Salaries and wages
Website Development
  43 
management will be in position to exercise caution regarding any expansion and hiring 
decisions based upon initial sales cycles and returns. 
5.4 Breakeven Chart and Calculation 
Based upon the financial projections and business growth simulations provided 
within the financial pro-forma documents, VenueMenu expects breakeven to occur 
within the third quarter of 2013, approximately 30 months following incorporation.   
 
Figure 6: Break-even analysis 
 
 
Figure 4 indicates breakeven in Q3 of 2013. We project losses of $103,700 in the 
first year and $40,000 in the 2
nd
 year before finally turning to positive cash flow in the 
third year. Minimum cash on hand should reach its lowest point in Q3 of 2012 and then 
trend upwards from there.  Detailed cash flow projections are included in Appendix A. 
Management reserves sufficient flexibility in cost structures to adjust the 
breakeven calculation should VenueMenu fall short of sales projections.  As the 
predominant cost drivers for the first two-years are derived from sales staff wages and 
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office expenses, both staff expansion and office facility plans can be adjusted according 
to actual demonstrated sales figures during the launch and growth stages. 
5.5 Start-up Funding and Costs  
VenueMenu is bootstrapped with an initial capital investment of $50,000 from the 
founding partner.  Management is seeking an angel investment commitment of $350,000 
for approximately 29% equity of the company, to fund the business until breakeven. 
5.6 Use of proceeds 
Initial capital investments will be used to subsidize projected expenses for the first 
two years of operation, after which it is projected that VenueMenu will be cash-flow 
positive.  Initial expected expenses include website development, sales staff wages and 
advertising. 
 
5.7 Exit strategy 
The founders intend to build the business until profitability can reasonably be 
projected and then put the business up for sale. The founders have no intention of keeping 
the business once profitable as there is no exit strategy for our investors in this case. 
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6: Operations Plan 
6.1 Operating Model and Cycle 
With this business venture there are essentially two main areas of focus; signing 
up those companies that have a venue they would like to rent out (considered the “back 
end”), and directing traffic of those wanting to find a venue to rent to the VenueMenu 
web site (considered the “front end”). To be listed on the site as a premium venue, the 
customer pays a small monthly fee.  While using the site, venue seekers are able to enter 
their preferred time and date that they would like a venue for, and the site will then 
display all of the venue‟s that are available to rent in the area they have searched for their 
given time and day. Managing the “back end” will involve selling subscription services to 
the venue owners along with the creation and management of the web site, while 
managing the “front end” is comprised of advertising to drive customers to the web site.   
Since our product is a web site, our operational bottleneck will tend to be centered 
on the process required to get updates to the site coded and tested. To help address this 
we will ensure clear requirements are created for the web development team so that 
rework and ambiguity is reduced. Our team will also be doing the QA that will help by 
removing a hand-off point and streamline operations. 
Back end lead times are negligible as the admin portal for the site will be easy to 
use and facilitate efficient on-boarding of new venue owners via web browser. 
Depending on the scope of the feature changes required, the lead time for these changes 
to  web site can take anywhere from 2 days to several weeks. Since our service will be 
hosted on Amazon‟s cloud service, any seasonal demands can be handled by simply 
creating additional virtual servers to handle the load. 
The quality of our site will be important, as with many internet based services one 
rarely gets a second chance to make a good first impression - if a site does not work 
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properly people rarely give it a second chance. Following industry standard quality 
assurance best practices throughout the entire software life cycle will ensure quality. 
6.2 Geographic Location and Physical Location Requirements 
The business will be located in Vancouver as that is where the founders are 
located.  This location is advantageous because the founders are familiar with the local 
markets and can more easily determine where to establish a beachhead before expanding 
into either adjacent markets or provinces.  The company also plans to take advantage of 
the significant R&D tax credits made available by the government in this area. The 
technical infrastructure location is largely irrelevant as it is housed in one of Amazon‟s 
data centers and can be shifted between geographical regions at will. Because of the 
redundancy in the Amazon infrastructure, the business need not worry about disaster 
recovery facilities either. 
The company will not initially require physical office space as the founders will 
work from their virtual offices at home, and will continue to do so for as long as possible 
to keep op-ex costs low. Our sales team will sign customers up via a web browser so they 
are able to do business wherever there is internet access. 
The labour requirements of the company are fairly narrow in that the founders 
will be doing most of the work. The company will have to contract software development 
talent which will be not be difficult to find as Vancouver is a huge market for software 
developers. 
The most significant advantage of the location is the proximity to the initial 
beachhead market. It is well known in the tech industry that early tech products and 
services are best sold to the innovators and early adopters by a direct sales force which in 
this case is comprised of the founders and company sales people. This is valuable then 
because the sales force has few barriers to the customers in their beach head market. 
6.3 Facilities, Equipment and Improvements 
Based on our ramp up plans, we estimate that we will need to obtain formal 
facilities once the team size reaches 8 (5 founders plus 3 sales staff). This event should 
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occur at the end of Q4 2011 and will trigger the acquisition of office space through 
leasing.  We estimate the cost of the lease to be less than $1500/month for 700 sq ft in 
either Burnaby or North Vancouver. Where possible the company will try to commit to 1-
year leases so we can minimize our facilities costs as we grow. 
Equipment will be limited to laptops and simple technical infrastructure as 
required to support a small office of about 10 people. Initial startup costs are fairly low as 
all team members have existing laptops and in most cases home computers as well. 
6.4 Operations Strategy and Plans 
As our service is web-based software as a service (SaaS), our service delivery 
process involves the delivery of the web site code to the supporting technical 
infrastructure so that our customers can consume the service via a standard web 
browser.  This process will be driven by the firm but involve a third party software 
developer who will be contracted to create and update the web site.  The process will be 
that the third party developer will create and test the site, and then upload it to our virtual 
servers on the Amazon cloud service. Once this simple process occurs the site is live and 
can be consumed by our customers. 
The decision to outsource the creation of the web site was made because the 
capability to create a data driven web site does not exist with the founding members of 
the firm.   Also, the Vancouver labor market is full of software engineers for hire on a 
consulting basis. While this will obviously incur a cost, the founders have no choice but 
to bootstrap the company with their own funds and cover this initial investment.   Given 
the many software engineers available in this market, and the early conceptual stage of 
the firm, no relationships have yet been established with potential third party 
development resources. 
Quality control is an important factor in a SaaS offering in that you rarely get a 
2
nd
 chance to sign up a customer if the web site is not “fit for use”. In this context the site 
must operate as intended without error, be easy to navigate and use, and perform well. 
During the start-up phase the founders will join the software developer(s) and test the site 
before it goes into production.   This will involve creating test plans and test cases for the 
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various functions that users will perform, and then testing these functions thoroughly 
before the product is released. One of the founders has previous experience running a 
SaaS R&D group and will leverage that experience to ensure that our service is fit for use 
for all customers. In addition to the Quality Assurance process, we will subscribe to a 
third party monitoring service that monitors our web site and automatically alerts us if the 
site experiences a service interruption. 
In terms of service capacity, a single server or small dual server setup can likely 
handle 100‟s of concurrent users. We do not estimate that we will need to handle a user 
load in excess of this within the first 6 months. Should this estimate be incorrect, we can 
add additional cloud resources with 24 hrs so there is minimal risk to the venture from a 
capacity perspective. 
6.5 Legal Issues Affecting Operations 
A potential legal issue could be the agreement with the 3rd party developer in 
terms of who owns the intellectual property that is created. The company will ensure that 
the agreement is structured in such a way as to ensure that the company retains the IP that 
is created as a result of this contractual agreement.  The site would need a disclaimer 
touching on our various usage terms and requires the vendor or customer to agree to the 
terms before proceeding to use the service. 
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7: Risks and Assumptions 
Most people have heard statistics quoted indicated that only a small percentage of 
businesses succeed, with the number of successful business dropping as time goes on. 
Whatever the reasons for business failure, all business have some amount of risk 
associated with different dimensions of their plan; and VenueMenu is no exception. 
Identified risks for VenueMenu include: 
1. The number of weddings or spend per wedding may decline due to various 
economic factors. 
2. If we are unable to introduce our service into the market successfully, our 
customer base may fail to grow as anticipated. 
3. We are dependent on a third party web developer to create and maintain our 
web site. 
4. Although we appear to be the only vendor offering this service, low barriers to 
entry mean other competitors may enter this market easily and undercut our 
business 
5. Defects, interruptions or delays in service from our third-party data centre 
hosting facilities could impair the delivery of our service and harm our 
business. 
6. If our security measures are breached and unauthorized access is obtained to a 
customer‟s data or our data, our service may be perceived as not being secure, 
customers may curtail or stop using our service and we may incur significant 
legal and financial exposure and liabilities. 
7. We are dependent on our management team, and the loss of one or more key 
managers could harm our business and prevent us from implementing our 
business plan in a timely manner. 
  50 
8. Failure to adequately expand our direct sales force in the short term, and 
develop and expand our indirect sales channel in the long term, will impede 
our growth. 
9. If we are not able to develop enhancements and new features to our existing 
service or acceptable new services that keep pace with competitors, our 
business may be harmed. 
10. We may require additional capital to support business growth, and this capital 
might not be available on acceptable terms, if at all. 
 
The risks identified above represent only a portion of the risks that an internet 
start-up may face during its existence. We perceive the top three risks to be listed under 
two, four, and ten and discuss each in turn below: 
#2) If we are unable to introduce our service into the market successfully, our 
customer base may fail to grow as anticipated. 
 The profit potential for this business model is unproven. For our business to 
succeed, internet advertising will need to achieve increasing market 
acceptance by venue advertisers.  They could be reluctant or slow to adopt a 
new approach that will change the way they currently operate. Acceptance of 
our service will depend on how clearly the value proposition is explained to 
the Venues along with driving traffic to the site. To achieve acceptance, a 
direct sales force will be used to ensure that the customers clearly understand 
the value that the service brings. To ensure acceptable traffic to the site, 
intensive marketing and sales efforts will be undertaken in the local market to 
let users know that the service will provide an easy way to local the venue for 
them with the availability they desire. 
 
#4) Although we appear to be the only vendor offering this service, low barriers 
to entry mean other competitors may enter this market easily and undercut our 
business. 
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 Once VenueMenue creates and enters this market, other competitors may 
also enter this market if they deem economic rents are being generated. In 
order to gain market share, these competitors may offer a comparable 
service for less money, which will harm our business. The key to 
mitigating this risk will be to execute on our plan such that we gain as 
much market share as quickly as possible. Offering the service free 
(credible signalling according to Baye, (Baye, 2009) )for an initial period 
will help gain market share while also signalling that there are no rents to 
be made as the service is not being charged for. The management team 
must also focus the marketing on how our product is differentiated from 
the current offerings as well. A direct sales force can also help 
differentiate VenueMenu from competitors by offering a more 
personalized sales interaction as well. 
 
#9) We may require additional capital to support our business growth, and this 
capital might not be available at acceptable terms, if at all.  
 We intend to continue to make investments in the business to support 
growth which may require additional funds. Revenue projections may be 
inaccurate which may delay time to break even. As a result we may need 
to engage in raising additional capital which may dilute existing 
shareholder positions or place restrictive covenants on us.  If we are not 
able to raise these funds when we need them at satisfactory terms, our 
business may be seriously harmed. To address this risk the management 
team needs to be judicious in its use of funds and evaluate its cash position 
monthly against plan. Should the business need a 2
nd
 round of financing, 
there is the potential of friends and family financing being available. 
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8: Summary and conclusion 
As a result of personal experience with regard to the difficulty of finding a 
wedding Venue, we are developing a service whereby those seeking a venue can be 
connected with those that have a venue for rent.   Currently, most internet-based wedding 
venue directories are incomplete and do not mention when a venue is available.  
VenueMenu aims to address each of these problems for both the customer and the user 
through an easy to use directory site for use by both the users and the venue owners that 
includes venue availability information. 
This venture derives its income from advertising which is a very competitive 
industry; there are many options for those who want to advertise their venue in the 
wedding space.  Through an industry analysis, we learned that the threat of new entry 
was very high due to several factors such as low start-up costs and lack of IP patent 
protection. An overview of the competition highlighted three wedding focused companies 
that could be direct competitors to VenueMenu. 
To be successful in this industry we concluded that VenueMenu would have to 
leverage its advantages in “availability”, “comparability”, and “completeness” by 
targeting markets that value the ability to search on availability information and compare 
that information for as many venues as possible. It was also determined that VenueMenu, 
if possible, avoid trying to compete on supplementary features not core to its unique 
selling proposition. 
The target market for VenueMenu can be broken down into two groups, namely, 
users and venue owners. The users are the couples who are looking for a venue to rent for 
their wedding or the reception.  The important things for the users are the inclusion of as 
many venues as possible and the availability information of the venues so that the users 
can easily choose which venue is right for them.  The Venue owners are hotels, wineries, 
golf courses, or destination restaurant venues in the US and Canada that rent their 
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facilities for weddings and want to see a better return on investment on their advertising 
dollars while reducing administrative overhead.   
Further strategic analysis indicated that although VenueMenu has a differentiated 
product, the recommended marketing strategy is to “focus” on the wedding venues 
advertising segment to gain as much of the market share as quickly as possible.  By doing 
this, barriers to entry are created for new competitors because of the high switching costs 
for venues associated with moving away from our service.  
Financial analysis indicates that we will incur losses of $103,700 in the first year 
and $40,000 in the 2
nd
 year before finally turning to positive cash flow in the third year. 
Minimum cash on hand should reach its lowest point in Q3 of 2012. Founder and angel 
financing will initially fund the venture. 
 While there are risks with any venture, there are significant risks with 
VenueMenu in particular. There is immense competition in the marketplace in many 
dimensions, several wedding centric web sites that could move into this market with 
minimal effort, and an unproven business plan that depends on changing the way 
customers behave in terms of finding a venue. More work would need to done 
investigating treatment strategies for these risks and others discussed in section 7, before 
proceeding with this venture.  
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Appendix A - Financials 
VenueMenu Income Statement 
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VenueMenu Balance Sheet 
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VenueMenu Cash Flow Statement 
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VenueMenu Investor Return Calculation 
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VenueMenu Staffing Plan 
 
The staffing plan for the first three years of operation of VenueMenu is provided 
in the table below.  Note that decimal numbers indicate part-time employment on a days 
per week basis. 
 
 2011 2012 2013 
Q2 Q3 Q4 Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4 
Sales 0 2 2 2 2 4 4 4 4 6 6 
Web 
Maintenance 
0 0.2 0.2 0.2 0.2 0.4 0.4 0.4 0.4 0.8 0.8 
Management 5 5 5 5 5 5 5 5 5 5 5 
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Appendix B – Wedding Statistics 
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Appendix C – Management Team 
An experienced team of well-rounded individuals with extensive technology and business 
experience leads VenueMenu.  The team founded VenueMenu in response to a need to bring 
venue vendors and customers looking for event venues together in a much more efficient manner 
than is currently possible. The managements‟ background includes software development, SaaS, 
business development, and industry expertise from either being married or working in the 
wedding industry directly. 
 
Colin Fraser, Chief Executive Officer 
Colin is a serial entrepreneur with experience founding and managing 
entertainment, transportation, and health related startups.  He has held various 
senior technology roles over the course of his 15-year career. He is currently the 
Head of R&D for Meridian Systems Inc, a leader in infrastructure lifecycle 
management enterprise solutions.  Colin holds diplomas in civil engineering and 
computer science, along with a Management of Technology MBA from Simon 
Fraser University. 
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